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DEPARTMENT OF THE ARMY
HEADQUARTERS, 18TH ENGINEER BRIGADE

- APO 96377

AVBC-CG 31 January 1970

SUBJECT:1 Operational Report - Lessons Learned,. 18th Engineer Brigade,
Period Endin 31 January 1970, ECS CSFOR-65 (Rt2)

THRU: Commnanding General
U.S. Arict, Vietnam
ATTNs AVHGCS.DST
APO 96375

THRUs Commuander in Chief
U.S, Army, Pacific
ATTN: GPOP-DT
APO 96558

TO: Assistant Chief of Staff for Force* Developmnnt
Department of the AM~ (ACSFOL-DA)
Washington, D.C. 20310

1. Section I. Operations: Signficant Activities

a.Prsne
(1) Awra DtIdng the period 1 November 1969 through 31 January

1970, the following awards were presented td Brigade personnels

Legion .of Merit

Bronze Star (Valor) 4

f ~~Bronze Star 18

Air Mcdal 125

A~rmy Comnendati-rn Medal ('Valor). 31

Army Comrendation Medal 1213
FOR or T- rT

IriclsureFOR OFFICIAL USE ONLY
Inclosu1



SUBJECT: Operational Report -Lessond Locarned, 18th Engineer Brsigade,
Period Ending 31 JTanuW~ 1970, RCS C3F0L-65 (R2N

Total 1595
(2) Ca41M Casualties incur'red by the 18th Engineer Brigade

during the report period were:

Killed in Actiau ~ 10

Wounded in Action 112

Noni-hostile 'Deaths 15

Total 137
(3) ftsae Stn : As of 1 November 1969,, the Brigade TOE auth..orized strength was 136, 4. The percentage fill was 86.4A (11 ,68j+ a&..signed)- On 29 November 1969, the 70th Engineer Battalion (Codbat).p with351 assigned of 812 authoriued, redeployed to CONUS for deactivation. On31 January 1970, the Brigade TOM authoi~zed strength was 12,872. The per-centage fill had-increased to 91*6% (11,794+ assigned), Critical NOSshortages are 1 2B3/1 2B4 (Combat Enginee.)p 6 232(Generaj. Construction Nachine Operator), 63G4 (Motor Sargeant)q and 76Y4 (Supply Sargeant).

b. latll~mne

(1) &ayA~ Although the total number of incidents Increased5% in the report period, ICIs decreased 30% and WIAs decreased 12%. Theenerv is presently engaged in mining, sniper attacks, ari stand..off rocketand mortar attacks on installations.

(2) :na The niiber of security violations decreasedin the Period# presuiably as a result of increased attention to the properhandling alld Oafegaurding of classified documents. SOle are being turnedin daily to appropriate custodian, unless needed during the night,

(1) berainn,1 & 2X: Approximately 47% of the Brigade mi~suioneffort was expended-in ccuabat, and operational support aetiviti~s duringthe reporting period, compared to 54% In the Previous period. Naor a*..tivities are sun~fariued below,
(a) S The three Brigade land clearing ccapanies continued

4 ~-, full scale operations in I and 11 Corps Tactical Zones, vith bu3Moser SUP..Port from the combat and construction battalions, AL tota&6f 34,,%4 acres*~re cleared this reportinig period

2
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SUBJECT; Operational Report- Lescons • A., 18th Engineer Brigade,
Period Ehding 31 January 19r/(, • :; C0Ftr.65 0R2)

3- Grop Q1 The 687th Engr Co (LC) conrletcd operations in the
southern coastal and Car, Ranh Bay areas on 30 Nov 69 and moved to the Ban
Me Thuot .area. The unit had cleared 5,910 acres along Route TL-I by the
end of the report period. On 14 Dec 69, the 2nd Platoon of the 687th was
attached to the 937th Enga Gp to assist in clearing at An Kheo The platoon
has cleared 3,260 acres in that operation to date.

j~th Grouo AOR: The 59th Engr Co (LC)ý, together with battalion land
clearing teams, cleared 17,153 acres in COeration Saturate (Phu Thu Dis-
trict, coordinates YD850260) and in the Gaza Strip (BT240450), Leatherneck
Square (YD140540), FSB Barbara, and FSB Rakkasan areas,

937th Groun AOR: The 538th Engr Co (LG) cleared 8,621 acres in the
report periodi After completing operations in Binh Dinh Province and the
Mang Giang Pass, the company worked in the Ben Het - Kontum area. At the
end of the report period, the 538th was in maintenance standdown. Opera-
timen will begin in the vicinity of Pleiku on 16 Feb 70.

(b) Major Pro1eets: Major projects which were completed in the period
are given below. In addition to the projects listed, all elements of the
19th Engr Bde provided routine combat and operational support, including
repair of enemy and weather damage to roads and bridges, daily route mine-
sweeps, technicvl assistance, and miscellaneous tasks.

35th Group: The following major projects are among the 44 operational
suppof.t projects which were completed during the period:

TOO const, Thien Giao and Phan Thlet
Revetment const, Bao Loc and Phan Rang
Access road to LTL 8B and LZ Sandy

r Gun pad const, FSB Dorrie
And repair, Nhon Co
Bunker const, Phu QWy
QL-1 by-pass conot
Aimo berns, Nha Trang
Gaurd Towers, Dong Ba Thin

45th Group: 29 operational support projects were completed in the
period including the following: A

Bunker const, FSB Sarge
TOG const, 1/61 Inf., Wuapg Tri
Timber bridge const, YD 314458
Revetment removal, 26th Gen Sup Gp
Revetment const, 101st Abn Div, Camp Evans I
Upgrade access road to LZ Sharon, YD 340518
Upgrade Rte 561, YD 151607

FOR OFFICIAL USE ONLY
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SUBJECTs Operational Rbport - tessons Leci~nod, 18th &ngir1ier Brigade,Period Eoding 31 Januai7 191o, RCS CSFOR-65 (02)

'Revetzent sont, 85th Evac Hosp

2 ± u.bJo: 27 operational support missions were complet9d in theperiod, including the followings

Kin Song Bridge, Binh Dinh provBern const for fuel bladders, Dak To
Bunker const, CIDG camp, Plei MeCB-54 Helias, 6/32 Arty, Tur Hoc.
MSB oonst, Ben Hbt
POL Pipeline burial, Qui Nhon and TIer Hoa
FSD conat, Qi~et Thang

(2) t The level of LOC construction effort increasedfrom %in ýthepreVtous quarter to 47% at the close of the presentperiod. 499,429 CY of rock were crushed and 55.5 KM were paved tc CENCCM!Standard. Although rain continued to hinder ron.), production andl dphaltpaving oWerations throughout the period, .ook output increased by ilnost5 tines that of the previcus quarter and approxinately 20% more pav.ýnentwas placed. Rock production and paving in the period were "p 69% end 42%,respectively, compared to performance of the same months in 1968-1969.
(a) &=1. As of 31 January 1970, the LOC program entails completionof all priority I routes and QL.14 from P'Jeiku to R-7TB by 31 December 1970.Considersation is being given to all weather road upgrade of QL-14 from RT.7Dflto BDon Diech und LTL-7B from RJ-14 to Cheo Reo in preparation for laterconstruction to CENCOC Standard. In adcfition, the section of Q,'-1 from TuyPhong (•N 530410) to Ap Long Tam (50 KM) was deleted from the Drigade pro-gram and redirected to ARVN.

(b) • Thu effort of the Industrial Cormplex Assistance Team beg=nto pay dividends in the report period. CGaiand emphasis has beea dfrectedthrough the work of ICAT to the areas of safety, maintenance, quality Con-trol, oonstruotioh procedures, and the flow of information between alllevels of coMand* In addition, oonsiderable effort has been devoted toevaluation of long range plans., with particular emphasis on the optimaldepleyment and utilization of available assets.
(c) CoMnleted Prelects: QL.,1, Phu Tad to B14h Thanh; subbase prepared

for contractor ocaqletion.

&212t Strts:Q1-14# lek to P-D
"" (3) Dane Conat1aal Base construction activity has leveled at about6% of the total rigade mission effort. Re-evaluation ot projects by theUSARV Facilities Neiw ]eard has resulted in +he tOrmination of 16 projectsand redirection ot 6. As' 6k 31 Jan 70, 5 suSpended projects were still
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SUBJECT: Operational Renort - Leso';on, ned, 18th •niineer Brigaoe,

Period Ending 31 January, RC'I %" (.5 (R2)

under consideration, There Pre presently 3P octive pro.•ects, excluding MACV
Adviscrs' Facilities. There were 48 active Drojects at the close of the pre-
vious quarter.

( Ma) jor Projects: The POL Jetty Dolphins and the Ammo BRpae off-lond-
ing Facility, both in Qui Nhon, were the two most important base construction
proiects completed in the period. The Seawall Renair at Cam Ranh Ppv and the
PO" Detention Center at Cheo Reo are the most importnnt projects currently
underway.

(b) MACV Advisor Facilities: Of the 43 directed projects, 31 are complete, I
9 arc in progress, and 3 have yet to bepi.n.

(c) Wqell Drilling: Substantial progress has been made in the well drill-
ing proprnm. To date, 10 of the ?4 scheduled wells have bren drilled.

(4) Engineerinp Plans: The Engineering and Plnns Section continued to
check designs, provide technical assistance to subordinate units, and conduct
the ouplitv control progr.m throughout the Brifade nrea of opernti, ns.

(a) Designs: Most notble cf the design plpns prcduced durino the per-
iod nre the preliminary plans for bridre QL-11-52, the standard masonry head-
wall plans, and +he precast concrete revetment plans. The living/fightinp
bunker design was modified to incr-ase its strength .ginst lateral soil
pressure load. In Pdd~ticn, a number cf olans were reviewed.

(b) Tech-rcal Assistance: Durinp the peri(d, numercus field trips
were made fcr the purpose of checking c~nstruction methods and to r£ive tech-

nical assistance as requested by Groups and Battalicns. A feasibility study
(,f reali.nment of O(.-1 between I'Thiskey Mountain PnO Hoa Da • resulted in the
reconnendptinn that the existing route be maintained.

(c) Quality Control: Implementation of the Brigade Quality Control Plan
ccntinued during thi neriodý New test equinment w.-s distributed and add-
itional partial soils test sets were ordered for use at company level. Per-
sonnel with kno-'ledce or experience in the areas of soils analysis, soils
investipticn, and asohqlt testing have been'assigned according to priorities A
of necd. The -rig•de qunlity control regulation was modified to corresprnd
to the newly published USAECAV Bulletin 415-6. Acceptnble test limits were
added to the Brigade regulption in Annex P. Field visits wore mde for the
purpose cf checkiWg, quality control measures and providing instruction in
correct tc-tinr nncl 'nerntional practices.

(5) Operrtion Last Chance: A Brigade orogram entitled Operation Last
Chance w iz initiated on 1 JnTuary 197C with the ohjective to -chieve maximum F,

producticn in the 1970 construction season thrcugh optimum utilization of

V 5
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SUBJECT: Operational Report - Lessokis •-arned, 18th Engineer Brigaue,

Period Ending 31 January 19/C, ,(,S CSFOR-65 (R2)

assets. In conjunction with this prograra, the construction reporting sys-
tem has been modified to account more accurately for battalion effort.
The data of this system should provide commanders at all levels with use-
ful performance information. Attached'at Inclosure 1 is a letter to all
units from the Commanding General, 18th Engr Bde, which sets forth the pre-
visions and objectives of Operation last Cahnce.

d. Organization: The current Brigade Unit Station List is attached as
Inclosure 2. Unit moves during the period were the following.

(1) C Co., 19th Engr Bn, moved from Camp Brown to Hot Rocks.

(2) D Co., 19th Engr Bn, moved from Camp Idaho Beach to Cam Ranh Bay.

(3) The 70th Engr Bn was deactivated.

(4) The 59th Engr Co. (LC) moved from Phu Bai to FSB C2.

(5) A Co., 20th Engr Bn, moved from Ben Het to Engir Hill.

(6) B Co., 20th Engr Bn, moved from Engr Hill to An Khe.

(7) D Co., 20th Engr Bn, moved from Kontum to Engr Hill.

(8) B Co., 84th Engr Bn, moved from Miami Beach to Bong Son.

(9) D Co., 299th Engr Bn, moved from LZ Uplift to An Khe.

(10) The 538th Engr Co. (LC) moved from Road Camp to Engr Hill.

(ll) The 49th Engr Det (WD) moved from Dak To to Engr Hill; subsequent-
ly relocated to LZ English.

(12) The 614th Engr Det (PD) moved from Engr Hill to An Khe.

e. Logistics

(1) Construction Materials: The supply iituation has improved in re-
gard to small dimension lumber (lx, 2x, 4), This material will be dropped
from the USARV controlled items list shortly after the end of the report
period. Lumber which can be installed within 14 days from the date of de-
livery may be requisitioned by battalions for those requirements which the
Brigade S-4 determines to be valid. To preclude shortages of bridge mater-
ials in CY 1970, the Brigade S-4 has requested the Groups to report the nun-
ber of bridge components on hand for every projects underway or scheduled
to begin this year. This information will be forwarded to USARV Construction
Materials Branch. In December, all Groups were requested to mark bridge
steel assets with identification for specific bridges. Steel in depots was
marked in the same manner.

FOR OFFICIAL USE ONLY
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SUWJPXT: Operational Report - Lesson" z .cA, 18th Engineer Brigade,

Period Ending 31 January 1970, rC CSFGR-65 (R2)

(2) RVNAF Transfer: During the periorl, the 35th Engr Gp supnlied equip-
ment to the 63rd ARVN Engr Bn in Nha Trang and the 45th EnMr Gp supplied
equipment to the 805th ARVN Heavy Equipment Company in Da Nang. As of 31
Jan 70, the transfer wps over 90% comnlete. Completion is scheduled NLT 31
March 70. Command emphasis has been focused on the necessity c-f recendlitifn-l
ine, eeuipment before it is shinned to the transfer site-. 1,ithourh much new
equipment has been issued to Brigade for direct transfer to MRVN, 20 ton
crane accessories are in sh rt supnly and have not been received from lerct
stocks. The Bripade cannot continue to give these accessories tr ^RVN with-
cut repl'cement.

(3) TOE Equirment: Items which are short in the Yrig;;re nre 60 ton
lowbed trailers and crane accessories of various tynes. The number of 60 ton
lowbeds cn hand as of the end of the pericA is 29% of TOE nllcwance. 1hese
critical items, which have been on roquisticn for mapy months, are needed
both for misicon requirements and to meet 'RVN transfer requirements.

(4) MC Activities: Upon completion of the MCA equipment distributicn,
the MCA Project Office was c.nsclidated with the Bripslde Maintenance Section.
The MCA Project Officer has assumed the duties of Maintcnnnrce Officer, while
retnining resrcnsibility for MCL activities. The ccnsoliatic n effected
eliminati~n of cne officer position and two enlisteed ncsiti ns.

f. Surgeon

(i) Pers'nnel: The combat engineer battolicn medicPl section consists
of 14 personnel; the construction bnttelion hrs Pn 11-man medical sectinn.
These perscnnel allowances are c- nsidered'to be in,-'enuate in the circum-
stance of wide eispersien of ccmphnies within the battalicn AOR. Furthermore,
a shortage of senior medicpl aidmen (MDS 91B30, 91B40, 91C20) fxiqts within
theBrigarde. Senior m..Aics are criticplly needed in units with dispersed
elements. In remote areas, senior medics are often the only medical per-
scnnel available for emergency treatment of casualties. OJT of less ex-
perienced personnel is not possible because there are no field hospitals in
the vicinity of isolated units. Also, to send junior medics for hcsnital

L OJT is not practicPl in view cf the limitee number cf rersonnbl presently
available.

(2) Equipment: Present TOEs do nct include microsccpes, larynmoscrpes,
urine centrifuges, respirator-resuscitators, -n(' sterilizers. This equip-

nment :s necderi in isolste.d areas that are remote from medical facilities.
For example, referals from BP- Loc (19th Engr Bn) are Oisptched to the 8th
"Field hospital in Nha Trang, which entails an 8 hour drive or an hour and 20
minutes helicopter flight. The above equiunent would enable routine blood
tests ane VD tests to be performed at the bsttalion aid station. Of even
grenter impr.rtance is the fact that emergency care would 1-e much mcre effect-
'ive with the utilization of respirators Pnd endotrpcheal intubrtion.

R O 7
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SUBJECT: Operational Report - Lessons f,'.rned, 18th Engineer Brigade,

Period Ending 31 January 1970, RCS CSFOR-65 (R2)

(3) Reference Ma•.terials: Medical reference libraries are needed at
battalion level so that both surgeons and aidmen are able to stay abreastof current medical information as well as to further their training.

(4) Medevac Support: Because of poor communication and the distance
from Medavac elements at Phan Thiet, personnel wounded recently in the Bao
Loc area arrived at the 8th Fiela Hospital as late as six hours after injury.
This experience is typical of the problem that exists with isolated units of
the Brigade. More responsive Madevac support should be arranged for such
units, particularly in periods of. increased enemy activity.

(5) Malarial Incidence: The high incidence of malaria in some units was
traced to failure of individuals to take chemoprophylaxis (malaria pills).
The introduction of urine testing for chloroquine-primaquine levels has helped
to alleviate this problem. Individuals with negative test results are super-
vised in taking the malaria pill. Test results are given to unit commanders
so that they may take appropriate action.

(6) Recommendations

(a) The medical section of the combat battalion thnt -re dispersed in
isolated areas should be increased to 20 EM , in addition to the NCOIC and
battalion surgeon.

(b) Each medical section of those battalions which are remote from dis-
pensaries or field hospitals should be provided a microscope, a urine cent-
rifuge, a laryngoscape, an autoclave with endotracheal tubes, and respira-
tor-resuscitator.

(c) Medical texts and journals should be made available to battalion
medical sections.

(d) Medevac aircraft should be stationed in the immediate vicinity of
isolated battalions.

(7) Actions

(a) USARV has been informed of the shortage of senior medics (MOS 91B30,
91B40, 91C20). This is recognized as a general problem throughout Vietnam.

(b) Due to the present moratorium on MTOE-MTDA actions, an appropriate
recommendation for modification of personnel and equipment allowanres has not
been submitted. However, the Surgeon General, USARV, has been informed of the
inadequacies of existing organizational and equipment allowances under the pre-
sent deployment situation of this Brigade. A portion of the technical equipment
listed nbove has been obtained through the Surgeon General's Office on a six
month loan basis. Other fieeded items have been obtained through various arrange-
ments at the locAl level, so that Brigade medical requirements are currently be-
ing met. Changes to TOE authorization will be recommended to insure the

8
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SUBJECTI Operationpl Report - Lesron& l,,,rrncd, 18th Engineer Brigade,
Period Widing 31 January 1970, HCS CSFOR-65 (R2)

availability of necessary equipnent and personnel upon cancellation of the
MTOE moratorium.,

(c) A Medevac team was provided for direct support of the 19th Engr Bn
after this was requested through IFFV.

2. Section 2, Lessons Learned: Commander's Observations. Ealuation, and
Recommendations.

a. Personnel: None.

b. Intelligence: None.

c. Operations:

(1) Use of Plastic for Waterproofing

(a) Observation: Sheets of plastic which were put on creosoted bunker
roofs for water proofing developed holes a-nd id not serve the intended purpose.

(b) Evaluation: Creosote Ai llgradu4-lly dissolve plastic mntwials.

(c) Recommendation: Place a layer of earth over the creosoted surfence
beiore placing the plastic.

(2) Placement of MSAI Mattin.

(a) Observation: A Co., 20th Engr Bn, reports that MSAI matting of various
manufacturers is not completely interchangeable.

(b) Evaluation: The locking devices of different manufacturers are often
incompatible.

(c) Recommendation: MSAI matting di uld be segregated by manufacturer
lot. Only one- manufacturer's product ýh ould be released for e nch job.

(3) Balancing Generator loads

(a) Observation: The circuit arrangement at Wooly Bully necessitated
continuous operation of two 150 KW generators. Generator #2 was severely
underloaded, as it powered only the bdt oil heater ane perimeter lighting.
Generator #1 powered the asphalt plant nd the asphalt transfer pumn.

(b) Evaluation: By puttingtbe osphalt trinsfer pump on generator #2,
generator #1 can be shut down with the plant, While dedrmmuing and transfer
continue. This should extend the lif6 of generatrr #1. The preater load cn
gener,)tcr #2 di ould increase its life.

FOR OFFICIAL USE ONLY
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Period Ending 31 JanUnry 1970, hKS C33)R-65 (R2)

(c) Recommendotion: In the case of m,,ltiple tenerptor systems, loacs
sh(ule be adjusted so that -enerators operate at ntt less than 80% of rated
capacity, Within the parameters of efficient loading and operaticnal re-
quirements, the cir'Citry should allow the maximum amount of shut down time
for the system.

(4) Security for Land Cloring Operations

(P) Observation: The 687th Engr Co (IC) reports excellent security
suprort from a platoon of the 2/1 Cavalry Squadron during land clearing
operations in Binh Thuan Province, 11 Aug 69 through 7 Oct 69.

(b) Evaluation: The mohility of armored cavalry greatly facilitates
A fast -nd effio$ent cutting operation.

(c) Recommendation: Armored canvalry should be used to provide security
for land clearing operations, subject to conditions of v.wi4.nbility, terrain,
and the scale of the operation.

(5) Rain Screen 6n 175 M1 Ready Bunker

(a) Observation: The sheet metal roof and 2" x 4" roof frame tend to
come apart under the concussion of a 175 MM gun. The 11 x 8" siding olso
pops off the bunker walls due to the blast.

(b) Evaluation: The roofing material can be held down vith spnd bags.
However, the pitch of the roof is such that the sand bars must be inchcred.
A sane beg network can be rwce 7idth #10 wire and 6.rapeO over tho roof like
a saerle: The frame can be adequately strenpthened by using 4" x 4" npterinl
in place of 2" x 4". Vertically placed lumber cnn be nriled over the si0ing
to hold it in place.

(c) Recommnendation: The rain screen frame on a 175 M, ready bunleer
should be made of 41" x 4" material to withstancd blast and the weight of
sand bars on the roof. The spnd bars must be anchored, preferably with #10
wire. The I" x 8" siding should be nuiled down vdth 2" x 4" or larger ma-
terial, placeH vertically at the columas.

(6) Fire in Dozer Belly Pans

(a) Observation: While c-er~ting in dense underprowtbh, the 687th Engr
Co (LC) txperienced overhentinf; and fires in dozer belly ppns.

(b) Evaluation: The accumulation cf twigs and leaves in the belly pen
of a dozer will ignite under engine heat.

I /0
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(c) Recomrendtion: A lining of str'nd-rd window screen on tVe hood

and side engine puards will h ln to prevent the sccumulatinn of combustible

material in dozer belly vans. The screens can be cleaned esil]y by the
operator each day.

(7) Preparation for Land Clearing Operticn,

(P) Observa-tion: A l-rr! clearing ten of the 39th Engr Bn wns cn~agcA 4
in clearing operptidns south of Da Nang from 14 Dec 69 through I Jan 70.
The team deployed with 8 dozzrs. The original bivouac site, w.hich was se-
cured by elements of thE 2nd ROK Bde, wns found to be too small for that

amount of equipment. Logisticpl nrnblems were also encountered in the first

5 days of the onerpti.on. Rain Prevented helicopter r, m'--ly f• -rts •n,'
hy 'rrulic o-il.

(b) Evaluation: A c-ntingency sun"ily of -Arts and lubricants would
have helped to keep equinment operational during the period of bnd weather.
A platoon size element requires a bivouac area cf at least 500' '•iameter for
adequate dispersion anri wrrkinp sppce.

(c)•Reccmendation: Bivouac areas shouldi be checked for .leoupcy
prior t( deplcyrment of a unit. Also, several jnys' sunply of lubricants
and common rc- 1ir parts should he taken to the uvrk site with each (Izer.

(8) Dismantling Revetments for Reassembly

(a) Observation: A test was cnnslucted At Quang Tri Airfield by 2nO

plAtoon, B Co, 14th Bn, to develop experience factors in the dismantling "f

stnnm'ard 8' high x 4' wide aircraft revetments for renssembly at a new loca.
tion.

The following three lisessembly techniques were utilized:
Methcd 1: Hand excsvation, removal of all boles, and salvaging of all

components. h

1Method 2: Cut bolts uith torch, allcwnp sides toU fall free. No hnd
excavation.

Mcthcc' 3: Cut openinqs near bolts, allqwinrg use of wrench in bolt re-
moval No hand excnvwticn.

The test sections were 20' long. The IfolowinE, paanninf frctors were estab-

lished, based on a 4 mn work crew anc a stsnoa,)rd 10' section-.
V 14thcd 1: Disassembly requires an.roximatcly 5 hours.

Mcthod 2: Disassembly reqiires approximptely 11 hours.

Mcthci• 3: Disassembly requires apprxcimately 3 hours.

(h) Evaluation: Reuse of standard revetments is possible, but requires

'cnsic-r.,ble amount of effort. Transportajion to the new site is also a

cnsidcrntion. If damane to components is unaccepteble, method I must be

used. Methods 2 and 3 are fPst-r, but result in bending cf some compcnents:
Consequently, s5'me new ccmpon" . will he required %dth riethcds 2 and 3.
Method 2 requires a supply ,f ',.Ts.
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kc) Recommerndation: Because relocation ( f revetments recluires con-
siderable effort, it should be attempted only uten materi~ls are in short
supply.

d. Orpanization: None

e. Training: None

f. Logistics: None

g. Communications: Ncne

h. Materiel: None

2 Incl / /J. W. MOR'.IS
Letter:v. Operation L-st Chance Bipadier General, US!
186h R48 sbticne Lint 'Conmandi ng
Incl 2 wd HQ, DA
DISTRIBUITION:
2 - CG, USAflPAC, ATTN: GPOP-nT APO 96558
10 - CG, US:.RV, ".TTN: AVHGC-DST APO 96375
2 - Cr, 8TH U.S. ARkf, ATTN: AVWCC-MHD, APO 96301
2 - CO US:', Fort Belvoir, ATTN: Historical Division
2 - 00, 2Oth Engr Bde, ATTN: AVBI-CS, A'O 96491

1 - CO, 35th Egr Gp, APO 96312
1- CO, 45th Engr Op, AMP 96308
1 - CO, 937th Engr Gp, APO 96318
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AVNQC-DST (31 Jan 70) lot Ind
SUWJCT: Operational ieerjrt - Lessons Learned, lath Engineor Brigade,

Period Inding 3t January 1970, ICS CSFOI-65 (12)

HETZ2QUARTD8, UNITID STATES A•ff VITKIIAH, Apo Sean rancieo 96375

10: Comandcr in Chief, United States Army, Pacific, ATTN: GPOP-DT,
APO 96558

Assistant Chief OC Staff for Force Development, Departieas of the
Army, Vashingtos, D.C. 20310

I. This headquarters has reviewed the Operational Report-Lessons Learned
for the quarterly period audi•g 31 January 1970 fro& Headquarters, 18th
Engineer Brigade.

2. Coments follow:

a. Reference item concerning "20 Ton Crane Accessories", page 7,
paragraph e(2); concur. Components such as fairlead attachments, crane
booms and boom extensions are not authorized for stock in Vietnam. The
items are controlled by the USAMICOM NICP and require normally six to
nine months procurement lead time.'

b. le~erence item concerning "60 Ton lowbeda", page 7, paragraph
e(3); concur. The 52* ton low bed semitrailer XH747 will replace the
60 ton low bed semitrailer. The semitrailer will be issued with the
hi-mounted 5th wheel 10 ton M12313 tractor as a matched set. Neither
the tractor nor the semitrailer has been released by USANC for issue.
Availability Is dependent on completion of AMCR 700-34 testing. Availability
has been forecasted as September 1970 pending completion of testing.
Current requisitioning procedures will remain in effect until TO&Z's
and TA's are converted to now line numbers for authorized vehicles.

c. Reference item concerning "Placement of MSAI Matting", page 9,
paragraph cC2); concur. Initial procurement of IMAl Matting was made
from approximately five different manufacturers. Of these only one
matufacturer's product was not interchangeable with the rest. This was
corrected in future production runs. Only a small amount of non-
interchangeable matting should be in the supply system.

d. Reference Item concerning "Balancing Generator Loads", page 9, .1

paragraph c(3); concur* Generators should be operated under a load"
oi a minimum of 85% rated capacity. Operation at less than 85% is not

1.3
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Period lnding 31 January 1970, ICS C8FOR-65 (12)

conducive to long generator life and is a waste of available assets.
The recoamendation stated in this paragraph is sound, but the figure of
80% load should be increased to 85Z. No further action is required by this
or higher headquarters.

e. Reference item coucerning 'Tire in Dozer Bo'ily Pans", page 10,
paragnaph c(6); concur. This recommendation will serve to keep trash
from accumulating in the belly poa of dozers operating in dene*
overgrowth. However, extreme care must be taken by the operator to
keep the screen clean to prevent engine overheating. Additionally, the
belly pans should be removed.daily,if necessary, and cleaned to prevent
the accumulation of debris. No further action is required by this or
higher headquarters.

FOR MHE COJI*IR:

t.D. MUORA

Cy furs: 

CPT,
18th Engr ide ;sioon Adjtopt Genoral

'I.,



GPOP-DT (31 Jan 70) 2d IndSUBJECT: Operational Report of HQ, 18th Engineer Brigade for PeriodEnding 31 January 1970, RCS CSFOR-65 (R2)
HQ, US Army, Pacific, APO San Francisco 96558 10 APR 70
TO: Assistant Chief of Staff for Force Development, Department of theArmy, Washington, D. C. 20310
This headquarters concurs in subject report as indorsed, 

-

FOR THE COMMANDER IN CHIEF:

D.D. CLINE
2LT, AGC
Asst AG
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DEFART-.'IT )F T', ARMY
HEADQUARTERS, 1STHi ENGINEER BRIGADE

APO 96377

AVBC-OP 1 January 1970

SUBJECT: Operation Last Chance

SEE DISTRIBUTION

1. This letter establishes a program entitled Operation Last Chance in
support of Brigade Goal #3. Operation Last Chance is intended to emphasize
the singular importance of the 1970 construction season to the engineer mis-
sion in Vietnam. Our current strength and equirinent posture will gradually
decline during the next 12 months. Therefore, I feel a sense of urgency
to develop a program which is thrust toward achieving maximum results with
the resources now available and to be available in months immediately ahead.
Key feetures of the program are to:

a. Continue our healthy attitude towards maintenance. We should not
be trapped into saerificing scheduL d and routine maintenance. Short term
er daily production records achieved at the expense of maintenanco repre-
sent a losing investment.

b. Eliminate non-productive effort cf men and equipment and limit ef-
fort on low priority tasks: Inclosure 1 lists some specifics which may be

* applicable to one or more of your units. As t•rgets we should:

(1) Reduce everhead and supervision, as defined, to below 45% of total
workforce. A Brigade-wide 1% increase in productive workVorce is equhtl to
120 men or about one company equivalent effort.

(2) Reduce productive effort expended on 18th Bde projects below 10%
in any unit and as near to 0% as possible.

(3) Effective 5 January, program rIi units on a 70 hour weekly work
schedule including during operational maintenance and commander's time
(5 hours) for mandatory training, chapel, etc. Motor stables and normal
travel are not included. In isolated instances security and long travel
distances will infringe on full 10 hours at the worksite, but we should
seek ways tnd means to minimize the impect of these constraints. Some bat-
talion size units ara presently operating at 110% of the 65 hour on the job

inl
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c. Manage and plan our work to increase effectiveness and efficiency.
There are many ways to "build a better mouse-trap." Imaginative analysis
will reveal these opportunities and practical tests will prove their worth.

2. These features may seem stringent at first observation; however, all are
being equaled or bettered by certain units in the Brigade. On close re-
view you will note that, as is normally the case, the real challenge is for
the unit leader. For this reason this program will be welcomed by and will
identify the strong leader for he will soon:

a. Use his intelligence and ingenuity to develop plans and programs to
increase efficiency and production without degrading required maintenance.

b. Recognize the urgency of fulfilling our mission.

c. Instill a comparable sense of purpose in the attitude and perfor-
mance of his men. Experience in Vietnam has proven time and again that the
engineer soldier will respond to accomplish any task if informed, motivated,
and most importantly, properly led.

3. In summary, the basic theme to be stressed in developing Operation Last
Chance is that we must, during the next construction season, complete as much
of our current mission as is possible. Our achievement during this next six
months will to a large degree establish the final record of how well the en-
gineer bes met the challenge of Vietnam. If those of us presently in the
18th Brigade do our job well, the military, p-'I-tizal, and ec-ono.ic strength
of the Republic of South Vietnam will be improved significantly. If we
fall short, those who have served, fought, and died in Vietnam, beside and
before us will have been let down. I am confident that together we will
rise to the challenge and by the end of 1970 will have assured the total
fulfillment of the 18th Brigade mission in Vietnam.

4. This program and its implementation through Group, Battalion, and Company
level will be the subject of future correspondence, and of presentations to
be made at the Brigade Commanders Meeting on 28 January 1970.

1 Incl J. W. MORRIS
PIS Brigadier General, USA

Corsn•ndirig
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METHODS TO : £RODtJMAIOY

1. GENERAL.

a. From recent studies completed by the Brigade Construction Operptions
Section, it appears that the Brigade may not be providing ril possible 'vail-
able production effort to our customers. This analysis indicatAd th-t approx-
imately 25% of the work accomplished has been expended on oux own conps anH
compounds. Considering recent moves and adverse weathcr, this approxination
may not represent nn unreasonable diversion, but to meet current production
schedules and complete our operational tasks, the effort devot.d to our own
facilities must be restricted to an absolute ninimum.

b. Percentages are important. A 1% reduction in overhead as ý porccntage
of total Brigade strength can fiee 120 men each day - the equivalcnt of one on-
gineer company. In similar fashion, a small percentage increase in effective
haul utilization can significantly increase our net LOC construction progress.

2. ORG.,NIZE FOR PRODUCTIVITY. &'ch unit has its unique trsks ann its own situ-
ation which should be analyzed to streamline operations end increase producti-
vity. The suggestions below nre only broad guidelines:

a. PERSONNEL.

(1) Insure accurate preparation of the En.iisted Personnel Inventory
Report (PIR) at battalion level, thus insuring proper ruplacement requisi-
tioning at Brigade level. Improper preparation has caused the Brigad' to
under-requisition by as many ne 300 per month in the p-st.

(2) Closely monitor senior NCO and officer requisitions, to insure they
are submitted within the proper time frrne.

(3) Concentrate on personnel managonent at Group -ti Battalion level
to insure that qualified personnel, especially those with speeialized con-
struction skills, nre assigned properly whc.ro they can best servo the Bris-de.

(4) Create incentive by maintaining a rapid systcn of official and public
L recognition for exceptional performance. Achievement awards are particularly

appropriate, but must be reserved for pcrtieularly meritorious aehi-vement
to avoid downgrading their vwlue.

b. RECOM.,ISS.NCE. Develop and utilize the reconnaissance section for
the colleotion of engineer technical intelligence. Fbcpand the traditional
scarch for quarries and borrow pits to include the location and identification
of construeticn notcrials. : recent survey for bituminous products turned up
hidden assets which hfid remained, unnoticed in a pýriod )f inpending shortage.

c. 4I to _n CE.

T.Incl1 ito Inci 1 4••'

I Li
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(I) Schedule n~ght maintirnc•, t-, t, ;.V,'r'ur: txt~nt, cspecirlly on cri-

tical items of equipment.

(2) Exý.rcise tight cc. ntrel on vehicle usat e.

(3) Insist on preventive and scheduled maintenance. Remeib,'r, no one
day of production is as important as a day cr an hour of schcdulci rnainten,'nce.

0. OPERATIONS.

(1) Progran and schedule on the basis of a seventy hour work wo(k, with
five hours as cornLander's time. The unit conmiander shculd bc aýbl._ tn tcccurt
for all activities during the 70 hour period.

(2) Place emphasis on planning procedures at all levels.

(3) Maximize personnel in productive effort while mininizinr ;verheaCr.
Cons'olidation of administrative and mess functions within a battalion is a
consideration.

(4) Make maximun use of LN labor force.

(5) Tailor units for production - this appears particularly appropriate
to vertical -,nd horizontal functions on LOG work. Nrmnal company orgarizati;n
and employment is likely tc be too cellular and overly heavy in supcrvision.

(6) Establish high standards and objectives with nuqerous inc-rntivos f-,r
attaining then.

(7) Rinimize time lost to the noon meal through use of C-rations distri-
butod prior to work or feeding hot r.cals at the 'cb site.

(8) Gear toward production in all phases of unit operation.

(9) Schedule make-up periods for lost time from redin.

(10) Plan ceremonies on free time rathcr than durin, wrk week.

(11) Consider the possibilities of LOG construction in areas whcrz traf-
fic is light on Sunday.

e. SUPPLY.

(1) Requisition mPteri-,ls far in rrcvance throufgh lcn: ranwe planning and
close coordination with the Operations Section.

(2) fio-st-,xk materials for projects - on the job site when possible.

(3) Do not conmmit valuable manpower effort on tasks until all essential
materials are on hand or assured for timely receipt.

'9if
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